Multi-Project Management  
(Review and Challenges in Rockwell Automation Southeast Asia) by KIM, Kun
KIM, Kun (2009) Multi-Project Management (Review and 
Challenges in Rockwell Automation Southeast Asia). 
[Dissertation (University of Nottingham only)] 
(Unpublished) 
Access from the University of Nottingham repository: 
http://eprints.nottingham.ac.uk/22596/1/Kun_KIM_PDF.pdf
Copyright and reuse: 
The Nottingham ePrints service makes this work by researchers of the University of 
Nottingham available open access under the following conditions.
· Copyright and all moral rights to the version of the paper presented here belong to 
the individual author(s) and/or other copyright owners.
· To the extent reasonable and practicable the material made available in Nottingham 
ePrints has been checked for eligibility before being made available.
· Copies of full items can be used for personal research or study, educational, or not-
for-profit purposes without prior permission or charge provided that the authors, title 
and full bibliographic details are credited, a hyperlink and/or URL is given for the 
original metadata page and the content is not changed in any way.
· Quotations or similar reproductions must be sufficiently acknowledged.
Please see our full end user licence at: 
http://eprints.nottingham.ac.uk/end_user_agreement.pdf 
A note on versions: 
The version presented here may differ from the published version or from the version of 
record. If you wish to cite this item you are advised to consult the publisher’s version. Please 
see the repository url above for details on accessing the published version and note that 
access may require a subscription.
For more information, please contact eprints@nottingham.ac.uk
 
 
 
 
 
 
 
 
Multi-Project Management 
 
Review and Challenges in Rockwell Automation Southeast Asia 
 
 
 
 
by 
 
KIM, Kun 
 
2009 
 
 
 
 
 
 
 
 
 
 
 
 
A management project presented in part consideration for the degree of 
Master of Business Administration 
  
Dedication 
________________________________ 
 
To My Wife and Son
  
Table of Contents 
 
1.G Introduction...........................................................................................................................................................1G
1.1G Background.................................................................................................................................................1G
1.2G Purpose .......................................................................................................................................................5G
1.3G Structure of the Paper .................................................................................................................................5G
2.G Methodology.........................................................................................................................................................7G
2.1G Introduction ................................................................................................................................................7G
2.1.1G Qualitative and Quantitative Research ...................................................................................................7G
2.1.2G Inductive and Deductive Approach ........................................................................................................8G
2.2G Methodology Used .....................................................................................................................................9G
2.3G Primary and Secondary Information Collection .......................................................................................11G
2.4G Chapter Summary.....................................................................................................................................11G
3.G Analytical Framework and Theoretical References ............................................................................................13G
3.1G Project and Project Management ..............................................................................................................13G
3.2G Triple Constraints and Project Performance Measurement ......................................................................15G
3.3G Project Organization Structure .................................................................................................................16G
3.3.1G Functional Organization .......................................................................................................................17G
3.3.2G Pure Project or Projectized Organization..............................................................................................18G
3.3.3G Matrix Organization .............................................................................................................................20G
3.4G Multi-Project Management & Program Management ..............................................................................23G
3.5G Multi-Project Management and Resources...............................................................................................30G
3.6G Chapter Summary.....................................................................................................................................31G
4.G Case Study: Project Management at Rockwell Automation Southeast Asia Pte Ltd ..........................................33G
4.1G Company ..................................................................................................................................................33G
4.2G Rockwell Automation in Southeast Asia ..................................................................................................35G
4.3G Project Management Excellence (PME) Program and Integrated Project Management (iPM)................36G
4.4G Current Issues and Analysis of Rockwell Automation Southeast Asia Project Division .........................38G
4.4.1G Resource Balancing ..............................................................................................................................39G
4.4.2G Prioritization of Projects .......................................................................................................................39G
4.4.3G Too many Small Projects......................................................................................................................40G
4.4.4G Human Resource Management (HRM) ................................................................................................40G
4.4.5G Communication Management: Project Leadership in Multi-Project environment ...............................42G
4.4.6G Benefit Management: New role of Program Manager..........................................................................43G
4.4.7G Capacity issues in Rockwell Automation Southeast Asia ....................................................................44G
4.4.8G Commitment and Conflict issues in Rockwell Automation Southeast Asia .........................................45G
4.4.9G Context issues in Rockwell Automation Southeast Asia ......................................................................46G
4.4.10G Complexity issues in Rockwell Automation Southeast Asia................................................................47G
4.4.11G New Project Organization model for Rockwell Automation Southeast Asia .......................................48G
5.G Conclusion ..........................................................................................................................................................52G
6.G References...........................................................................................................................................................54G
MBA Management Project         2009 
 
 
 
 
PAGE 1 
 
 
1. Introduction 
____________________________________________________________________________ 
 
This chapter contains the background of the paper and the brief description of the purposes of 
the management project. Finally, the structure of the paper is presented to give an initial 
outlook of the paper. 
____________________________________________________________________________ 
 
  
 
1.1 Background 
The Project Management theory had been a subject of multiple researches for some time ago 
and recently more papers and case studies are suggesting different theories and results of 
analysis on this field. The theoretical approaches of Project Management influenced 
significantly in real world where companies and organizations adopted different doctrines of 
Project Management and today for instance, most companies have working model including 
defined phases, roll descriptions and terminologies [2]. Despite applying the new theories to 
the field, the overall performance of the projects is still not at satisfactory level. This result had 
been subject of various conferences and seminars in different occasions. Currently most of the 
IT related projects have a high failure rate (90%) in terms of cost and time and, furthermore 
more than 20% of IT projects were abandoned in the middle of project execution [3]. There 
are lots of explanations and reasons of failures but the most important factor of them is that a 
project is not a single and self-sustained process without having interactions with external 
factors. In other words, there are several factors related to external stakeholders such as 
supplier, customer, government, regulation, etc. Besides above external factors, most of the 
projects also have internal constraints that are originated due to multi-project management 
conditions. 
A number of studies [4-5], emphasize that most of the companies do not run only one project 
by each division but run a number of projects in parallel interrelated or not, sharing the same 
resources at the same time. In this paper we will use the terminology Multi-project 
Management to refer the overall coordination and handling of various projects or 
organizations. We will also use the definition of Program Management as a subset of Multi-
project Management and will explain the differences later in this chapter. 
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The multi-project organizations are characterized by the high complexity and conflicts on the 
operations and activities. Silver et al[6] and Anthony [7] classify managerial activities into 
three categories: Strategic Planning, Tactical Planning and Operation Control. 
Strategic Planning can be related to Portfolio Management and Tactical Planning can be 
translated into Program or Multi-Project Management. The single project management shall 
be in category of Operation Control. We need to understand the differentiation and concept of 
Project, Program and Portfolio. According to PMBOK [12], Project is a temporary endeavor 
undertaken to create a unique product, service or result meanwhile Program is a group of 
related project managed in a coordinated way to obtain benefits and control not available from 
managing them individually. Program may include elements of related work outside of scope 
of the discrete projects in the program. Finally PMI standard [9] defines Portfolio as a 
collection of projects and programs and other work that are grouped together to facilitate the 
effective management of that work to meet strategic business objectives. 
From the above definitions, we can derive Project Management as a process of applying 
knowledge, skills, tools and techniques to project activities to meet the project requirements 
and Program Management as centralized coordinated management of a program to achieve the 
programs strategic benefits and objectives.   
There are several more definitions of Portfolio Management.  
N.Archer and F.Ghasemzadeh [10] define Portfolio Management as: 
A project portfolio is a group of projects to be carried out under the sponsorship of a 
particular organization. These projects must compete for scarce resources (labor, finance, time, 
etc) since there are usually not enough resources to carry out every proposed project. . 
Compared to the managerial and operational decisions that are usually involved in managing 
individual projects, portfolio selection is a strategic decision. To ensure a maximum return on 
selected projects, the selection process must be linked to the business strategy of the 
organization. 
The definition of N.Archer and F.Ghasemzadeh is positioned somewhere between Multi-
Project Management and Portfolio Management and it emphasizes strong relationship between 
the strategic decision and multi-project management.  
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From the various authors definitions about portfolio management, program management and 
multi-project management, we can redefine multi-project management as the coordination of a 
set or group of projects (or programs) that are related to companys strategy and also have a 
characteristic of high degree of complexity and uncertainty.  It will be proper to represent 
multi-project management as a horizontal integration management rather than vertical 
representation such as classification of project, program and portfolio. (see Figure 1-1) 
 
Portfolio 
Portfolios Programs Programs
ProjectsPrograms
Projects
Projects Programs Projects
Projects Projects
Multi-Project 
Management
Project 
Management
Program 
Management
Portfolio 
Management
[Figure 1-1] Multi-Project Management 
 
The concept of portfolio management (Non Financial concept but IT Industry related) is 
relatively a new one that not enough studies related to actual results between strategic fit of on 
going projects and multi-project management have been found. In other words, most of the 
companies are still not conscious of this relationship even though the situation is improving 
time to time.  
Robert G. Cooper, Scott Edgett and Elko Kleinschmidt [11] described four main areas of 
problem that companies need to dominate in order to practice effective portfolio management 
and these four areas summarize the multi-project management: 
1. Resource balancing: Today Go/Kill decisions are made, but resource implications 
are often not regarded and focus is rather to set on pure financial measurements. 
This situation often results to where the resource demand of the portfolio exceeds 
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the companys supply.  Another problem is that projects are launched 
simultaneously without planning necessary resources at the same time, therefore 
projects suffer schedule delays until the resources and people to become available. 
2. Prioritizing Projects against each other: It is not sufficient to have profitable 
projects in the portfolio. It is necessary to prioritize and classify the most important 
projects in portfolio. Management needs to discriminate between Go, Kill and Hold 
projects  but a problem that often arises is related to the fact that sometimes a 
present low performance project could be future Star or Cash cows.    
3. Making Go/Kill decisions in the absence of solid information: The authors 
described that weak preliminary market assessments, inadequate technical 
assessments and non precise marketing inputs influenced to management to make 
questionable investment decisions. Providing the sufficient and necessary 
information to the management is a vital process to make decision on project 
selection and therefore the success of overall portfolio management.  
4. Too many minor projects in the portfolio: Nowadays, most of the companies are 
looking at short term results rather than long term profits due to the new financial 
oriented policies. The companies with this kind of structure tend to look for 
numerous small size fast track projects in order to meet short term objectives and 
improve return on investments to satisfy shareholders, disregarding potential long 
term growth projects. 
The above four problems are interrelated to each other and we need to analyze as a set of 
problems rather than individual isolated issues. For example, Project prioritization affects 
resource balancing and insufficient resources influence for the new projects Go/Kill decision 
and same for the project size selection.  
The multi-project management needs to contemplate the mentioned four problems and take 
internal as well as external approaches to analyze and find optimal solutions.  
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1.2 Purpose 
The aim of this Management Project is to analyze the current Project division of an American 
Multinational companys subsidiary in Southeast Asia (Rockwell Automation Southeast Asia 
Pte Ltd) from the academic point of view and revise what the obstacles and issues are for the 
multi-project management and operation management. 
This report will analyze the current issues of the company based on the companys goal. And 
using project management and operation management theories along other organizations 
project execution model, the report will suggest the optimal organizational (or departmental) 
model and procedures to achieve its ultimate goal. 
 
 
1.3 Structure of the Paper 
1. Introduction 
2. Methodology 
3. Project Management, theoretical references and literature review 
4. Case study: Project Management at Rockwell 
5. Conclusion 
 
This paper is organized in five chapters. The first chapter is the base of the paper which 
explains the background of the paper and also shows a brief introduction of fundamental 
concepts and definitions as well as the main purpose of the paper. In chapter two, the 
methodology describes different ways of research and indicates the implemented one in this 
paper.  
The third part of the paper contains literature review and analytical framework. It will 
introduce project management theory and multi-project management  related to theories and 
references.  
In chapter four, the current organizational structure of case study will be introduced and also it 
will analyze constrains and issues of the company. 
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In this chapter it will apply multi-project management theories into the company as well as 
compare to other companys organizational structure and withdraw conclusion suggesting best 
practices and model.  
Finally the last chapter will recapitulate the study and describe the conclusion of the paper. 
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2. Methodology 
____________________________________________________________________________ 
 
The right sequence of conducting a research is first to decide a suitable perspective then select 
correct approach and appropriate methods of collecting relevant theoretical and empirical 
information on the topic. 
In this chapter, different theoretical frameworks of methodology are described with brief 
introduction of basic concept. 
____________________________________________________________________________ 
 
 
2.1 Introduction 
The purpose of this chapter is to provide the basic theories of Methodology and the selection 
of the appropriate method for the paper. 
 
2.1.1 Qualitative and Quantitative Research 
There are two fundamental ways of collecting data and analyzing data: Qualitative and 
Quantitative methods. 
Qualitative methods are used when researcher requires in depth knowledge of information 
about the subject under study. The main purpose of research is to obtain depth understanding 
of subjects so only few units (or samples) are studied in detail instead of large quantities on 
high level. Qualitative studies are flexible that they will depend on each individual researching 
approach. The risk with qualitative study is that the information received might turn out to be 
non-relevant because the approach to the different study units have differed too much or 
research questions have been changed during the study, and therefore the information gathered 
might not be comparable [25]. Common qualitative research methods are case studies, 
grounded theory studies and ethnographic studies. 
Quantitative methods are used when researcher needs to obtain information about a large 
number of samples or units. Quantitative research is the systematic scientific investigation of 
quantitative properties or phenomena and their relationships. The objective of quantitative 
research is to develop and use mathematical models and theories on natural phenomena. The 
process of sampling is critical to quantitative research because it provides the fundamental 
connection between empirical observation and mathematical expression of quantitative 
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relationships. The purpose of this kind of research is not to have a depth understanding of 
subject but to gain overall knowledge of how a group of people or units behave under certain 
circumstances. Quantitative method must have a fixed format for the formulation of research 
questions. All people are to be addressed in the same way and questions should not be updated 
during the course of process. Questions should have predefined answers for selection and 
normally it requires a pre-test or pilot test in order to formulate appropriate selection of 
suggested answers or choices. The results are quantitative, which is clearer and easier to 
analyze than qualitative results if the survey and the number of units are properly selected [25]. 
Common quantitative research methods are social surveys, experiments, statistics, marketing 
researches, etc. 
 
2.1.2 Inductive and Deductive Approach 
In order to draw a certain conclusion, there are two main approaches to relate theory to reality: 
Inductive Approach or Deductive Approach. The selection of approach depends on the amount 
of theories available within subject in question. The difference between the two is illustrated 
below: 
 
Theory
Reality
Hypothesis
Observation
Generalisation
Observation
Deductive ApproachInductive Approach
 
[Figure 2-1] Inductive and Deductive Approach 
 
The Inductive Approach operates in reality and begins with an empirical investigation.  
Through the investigation, observation is made which creates generalization then leads to 
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formulation of theory. The Inductive Approach is used in social and humanistic science 
frequently. One constraints of this approach is the validity of the theories formulated since the 
research is conducted within a certain number of people or groups under specific situation [26]. 
The deductive approach works from the general to the more specific. Sometimes this is 
informally called a "top-down" approach. It starts from general principles and existing theories 
to hypotheses that can be tested. Once empirical tests are completed, the validity of theories is 
confirmed to draw final conclusions. This type of approach is used often in natural science 
field.  
Comparing two approaches, Inductive Approach, by its very nature, is more open-ended and 
exploratory, especially at the beginning. Deductive Approach is narrower in nature and is 
concerned with testing or confirming hypotheses. Even though a particular study may look 
like purely deductive (e.g. an experiment designed to test the hypothesized effects of some 
treatments on some outcomes), most social researches include both inductive and deductive 
reasoning processes in some part of the project. In fact, as the figure 2-1 represents, it is 
possible to use both approaches continually cycling from theories up to observations and 
going back down to theories again.  
 
2.2 Methodology Used 
This paper will be using qualitative approach within systematic view. The paper will define 
the aim and state the objectives then identify and analyze the problems. 
All the information collected is based on qualitative method, mainly from the Company 
(Rockwell Automation) standard operation procedure (SOP) or guide lines, organization 
structure and internal governed methodologies. The way that analytical framework and 
theoretical references were colleted is explorative and this is due to limited information about 
multi-project management and relationship to other classification of management such as 
Program management and portfolio management. The multi-project management has been 
subject of academic analysis not more than a decade and there are still various theories and 
conclusions which are not defined clearly and most of the cases are pending to further 
investigation and verification. Some definitions and information come from PMI (Project 
Management International) articles and other references are related to Project Management. 
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This paper will follow inductive approach since the problem has been identified in reality and 
due to unclear boundary of case (or problem), it is necessary to formulate actual specific 
problem to investigate and choose the proper way of conducting research. Empirical studies 
will carry out to collect current status of companys information and statistics of cross country 
project information thru Project ERP database. 
Besides empirical information gathered, a wide range of theoretical knowledge was obtained 
from different perspectives: Organizational behavior, Human resource, Organization structure, 
project management and multi-project management theories. The concept from theories will 
be compared and applied to the current company structure in order to suggest and implement a 
modified structure or model. 
The figure 2-2 indicates the used methodology and describes the process of work of the paper. 
 
 
Problem/Case
Identification and Investigation
Information Gathering, 
Observation
Company 
Structure
Model
Theory
 
[Figure 2-2] Implemented Methodology 
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2.3 Primary and Secondary Information Collection 
There are two kinds of information that can be gathered, primary information and secondary 
information.  
The primary information is collected mainly by authors direct observation and discussion 
with different functional managers within the company (Rockwell Automation). 
Since the author has been working with the company for more than 10 years, its important to 
have his objective views and observations, especially the process of how the organization has 
been changing over years. 
The secondary data is useful to complement the primary information. The secondary data that 
has been used in this paper is mainly related to literatures and publications of studies. The 
International Journal of Project Management and other papers are referenced as main 
analytical framework. In addition to this, PMIs (Project Management Institute, international 
standard for project, program and portfolio management), literatures and publications are used 
to support authors view. 
The main difficulties of using secondary data are due to the fact that the topic of multi-project 
management and its organization structure is still on going process of investigation, in other 
words, it is relatively virgin field where researchers are still working in different theories and 
models and there is no proven model like single project management organization model. 
 
2.4 Chapter Summary 
In this chapter the difference between Qualitative and Quantitative researches are discussed. 
 
Qualitative Quantitative 
Used to gain in depth knowledge of a 
specific subject. 
Used to get an overview of a large sample 
of study units. 
Few units are studied. Large numbers of units are studied. 
The information gathered is influenced 
by the background of the studied person. 
The information is not affected by the 
background or situation of studied person. 
Case studies, Ground theory study, etc. 
Social survey, statistic, marketing 
researches, etc. 
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Two different types of approaches are discussed: Inductive and Deductive approaches. 
- Inductive: Reality to Theory; validity of theory could be compromised since limited 
number of people are involved; more open-ended and exploratory. 
- Deductive: Top Down or From Theory to Reality; narrower; Natural science often use 
deductive approach 
Most social researches involve both inductive and deductive reasoning processes in some part 
of the project. 
This paper will be using Qualitative and Inductive approach during the course of investigation 
and the primary source of data will be collected mainly from authors direct observation and 
the secondary data collection will be from journals and papers of the project management field. 
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3. Analytical Framework and Theoretical References 
 
____________________________________________________________________________ 
 
This chapter contains the analytical frame work of the paper. The first part of the chapter will 
describe the basic and key concepts of Project Management and the second part explains the 
concepts and theories of multi-project management. Finally multi-project management 
environment will be discussed together. 
____________________________________________________________________________ 
 
 
3.1 Project and Project Management 
Before analyzing multi-project management, its necessary to understand and define the basic 
theories and concepts of the project management. 
Chase et al [11] defines Project as a series of related jobs usually directed toward some major 
outputs and requiring a significant period of time to perform. 
Using the definition of Project Management Institutes PMBOK [12], a Project is  
A temporary endeavor undertaken to create a unique product, service or result. 
This simple definition contains several characteristics that distinguish a project from non-
project activities (e.g. Daily Operation). A project should have the following characteristics: 
- Have defined time (start date and end date). 
- Have a specific objective or result to be completed. This means that the final result 
is different from the results of other functions of the organization. 
- Have limited resources (people, money, equipment, etc) and consumes them during 
the execution of the project. 
Its also important to understand the difference between Operations and Projects. Operations 
are the day to day work that goes on the organization (e.g. manufacturing companies produce 
goods, scientists complete researches and development and businesses provide goods and 
services). Operations are heart of the organizations and projects are, on the other hand, short 
term activities that do not belong to organizations day to day work. 
 
MBA Management Project         2009 
 
 
 
 
PAGE 14 
 
 
Project Management can be defined as planning, directing, monitoring and controlling 
resources (people, money, material, equipment, etc) to meet the specifications of the project 
within triple constraints (time, scope and cost).  
Kertzner [13] defines project planning as:   
- Definition of work requirement 
- Definition of quantity and quality of work 
- Definition of resources needed 
Project monitoring can be defined as: 
- Tracking progress 
- Comparing actual outcomes to predicted outcome 
- Analyzing results 
- Making adjustments 
Based on PMBOK [12]s classification, Project Management is comprised of the following 
nine knowledge areas: 
- Project Integration Management 
- Project Scope Management 
- Project Time Management 
- Project Cost Management 
- Project Quality Management 
- Project Human Resource Management 
- Project Communication Management 
- Project Risk Management 
- Project Procurement Management 
Some areas are heavily related to multi-project management, especially, the areas of human 
resource, integration, time, communication and risk. We will refer and discuss them in details 
later in Case Study chapter. 
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3.2 Triple Constraints and Project Performance Measurement 
The fundamental concept and responsibility of project management could be translated in 
three factors: Cost, Scope and Time, also known as Triple Constraints of Project 
Management. (See Figure 3-1) 
 
Cost
TimeScope
Quality
 
[Figure 3-1] Triple Constraints of Project Management 
 
The objective of Figure 3-1 is to show that the project management is designed to manage or 
control companys resource and project quality within time, within cost and within scope. 
Time, cost and scope are the constraints of project to maintain the quality. In other words, any 
of the three factors will affect the Quality of the project. Therefore three factors affect each 
other and constant effort to make the balance is required along the project life cycle. 
Kertzner [13] suggested that if the project is to be accomplished for an outside customer, then 
the project has a fourth constraint: Customer Relationship. Executives often select project 
managers based on who the customer is and what kind of customer relationship will be 
necessary. 
The triple constraints are only main factors to affect the project completion, but we also need 
to determine whether a project is successful or failed. In order to be able to determine whether 
the final project result is considered as a success to the company, it is necessary to measure the 
invested or spent time and cost against initial estimated plan. This requires monitoring of 
project status like schedule (time), budget (cost), scope changes, resource planning, etc. The 
main purpose of monitoring project information is to ensure that all the project stakeholders 
have the regular basis and accurate information needed to exercise effective control and make 
proper decision over the project.  
There are several tools to monitor different aspects of project status: status reviewing meeting, 
cost reporting system, time reporting system, change tracking system, etc. Using these tools 
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and initial planned information (project schedule such as Gantt chart, cost estimation, resource 
balancing plan, change handle processes, etc) its possible to elaborate the following 
monitoring report: performance report, forecast, recommended corrective actions, requested 
change management, etc.  
The above reports are mainly used for project controlling and also useful for auditing, lessons 
learned at the end of the project as well as for strategy planning for senior management. 
D.Cleland [14] stated that the update of project status is mainly to asses whether the project is 
progressing or not toward satisfaction of its cost, schedule and technical performance 
objectives. The second purpose of monitoring is to determine whether the project promises to 
contribute or not to the strategic management choice elements of the enterprise, primarily to 
the goal of the company, as envisioned during the planning phase. 
 
3.3 Project Organization Structure 
Before the project starts, the senior management or company needs to decide what type of 
organizational structures will be used. There are three types of project structure: Pure Project, 
Functional Project or Matrix Project. The key to determine the type of organization is 
measured by the level of authority given to project manager. For example, a project manager 
within functional organization has little authority and they are considered as project leader or 
coordinator rather than manager. Variations and combinations exist among those three 
structures, such as projectized structure within functional organization, weak matrix, balanced 
matrix and strong matrix organizations. 
Companies also consider the characteristics of project leader or manager in order to match 
with company and project culture.  Companies with aggressive cultures with leading-edge 
position in the market are likely to take high risk projects (High Tech development companies), 
therefore project managers who are risk takers with aggressive approaches should be part of 
this organization. Conversely, organizational cultures that are risk averse would prefer more 
conservative style of project managers. 
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3.3.1 Functional Organization 
The most common type and classic organization is functional organization. The functional 
organization is a hierarchy where each worker has one direct supervisor and departments are 
organized by specialty, such as R&D, Marketing, Production, Engineering, etc. Most of the 
projects managed by each department are limited to the boundaries of the function. 
Commonalities exist among the staffs assigned to the various departments in a functional 
organization. In theory, people with similar skills and experiences are easier to manage as a 
team.  
- Advantages: 
Ł Technical expertise is maintained within Functional group even the team 
member leaves the organization. 
Ł Organization structure is endured. 
Ł Clear career path for the staffs. 
Ł Staffs have only one supervisor with a clear command chain. 
- Disadvantages: 
Ł Project Manager has little to no formal authority. 
Ł Multiple projects compete for limited resources and priorities. 
Ł Project team members are loyal to functional manager. 
Ł Motivation of team members toward project is often weak. 
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3.3.2 Pure Project or Projectized Organization 
The opposite form of organization is Projectized Organization as shown in figure 3-3. 
The main focus of this type of organization is the project itself. Organization resources are 
dedicated to project and the project managers have ultimate authority over the project in this 
structure. Project Managers are responsible for making final decisions regarding projects and 
also for resource allocation. 
- Advantages: 
Ł Team members report to one supervisor. They do not have to worry about 
dividing loyalty with functional managers. 
Ł Lines of communication are shortened therefore decision making process is 
quick. 
Ł Team pride, motivation and communication are high. 
- Disadvantages: 
Ł Duplication of resources. People and equipments are not shared across project 
teams. 
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Ł Organization goals and polices are often ignored as team members are focused 
on their projects and distanced from headquarter. 
Ł Because staffs are not belonging to any functional area, they worry about their 
position after project. 
 
CEO
Project Manager Project Manager Project Manager Project Manager
Staff
 (Project A)
Staff
 (Project A)
Staff
 (Project A)
Staff
 (Project B)
Staff
 (Project B)
Staff
 (Project B)
Staff
 (Project C)
Staff
 (Project C)
Staff
 (Project C)
Staff
 (Project D)
Staff
 (Project D)
Staff
 (Project D)
Project 
Coordination
 
[Figure 3-3] Projectized Organization 
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3.3.3 Matrix Organization 
Matrix Organizations are a blend of functional and Projectized characteristics [12]. 
Matrix Organizations are trying to minimize the differences and take advantages of strength 
and weakness of Functional and Projectized organizations. Project team members report to 
one functional manger and at the same time to one or more project managers. Its possible to 
report to multiple project managers if staffs are involved in multiple projects. The main role of 
functional managers is to handle administrative portion of duties and to assign individuals to 
projects meanwhile project managers are responsible for executing the project and assigning 
project tasks. 
Matrix Organizations allow project managers to focus on the project and project work like a 
projectized organization and the project team members can focus on the project objectivities 
without interferences from functional department. 
There are three types of Matrix Organizations: Strong Matrix Organization, Balanced Matrix 
Organization and Weak Matrix Organization as shown in Figures 3-4, 3-5 and 3-6 
 
CEO
 Funcitonal Manager 
(R&D)
 Funcitonal Manager 
(Marketing)
 Funcitonal Manager 
(Production)
 Funcitonal Manager 
(Engineering)
Staff
Staff
 (Project B)
Staff
 (Project A)
Staff
Staff
 (Project C)
Staff
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[Figure 3-4] Weak Matrix Organization 
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[Figure 3-5] Balanced Matrix Organization 
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[Figure 3-6] Strong Matrix Organization 
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Strong Matrix Organizations have many characteristics of projectized organizations and the 
project managers have more authorities compare to functional managers and they are key 
decision makers on project resource allocation and funding. 
On the other hand, Weak Matrix Organizations maintain most of the features of Functional 
Organizations and projects are handled by Project Coordinators. In a Weak Matrix 
Organization, a project manager (or project coordinator) has very limited or no power to 
execute projects. The Functional manager is the center of authorities and he decides what 
needs to be done and how. 
In between Strong Matrix Organization and Weak Matrix Organization, there is an 
organizational structure called Balance Matrix Organization. While Balanced Matrix 
Organization recognizes the need for a project manager, it does not provide the project 
manager with full authorities over projects. 
- Advantages:  
Ł Communication between functional divisions is enhanced. 
Ł Duplication of resources is minimized. 
Ł Project Team members have stable position after project completion. 
Ł Parent organization policies are followed and this increases support for the 
project. 
 
- Disadvantages:  
Ł There are two supervisors and it may bring conflict of command. 
Ł Project Managers and functional managers power and authority boundaries 
may overlap and cause unnecessary conflicts. 
Ł It is doomed to failure unless the Project Manager has strong negotiating skills. 
(Chase at al [11]). 
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To summarize different organizations, the below table (Table 3-7) compares the discussed 
organizational structures. 
 
͑  Organization 
Structure 
Matrix 
Project 
Characteristics 
͑  
Functional 
Weak Matrix Balanced Matrix Strong Matrix 
Projectized 
Project Manager's Authority or 
Power 
Little or None Limited Low to Moderate Moderate to High Full Authority 
Project Manager's Focus N/A Little on Projects
Project and 
Functional work 
Moderate to High Project Only 
Project Manager's Time or 
Availability 
Part Time Part Time Almost Full Time Full Time Full Time 
Who Controls Project Budget 
Functional 
Manager 
Functional 
Manager 
Mixed Project Manager Project Manager
Project Administrative Staff Part Time Part Time Part Time Full Time Full Time 
 
[Table 3-7] Organization Structures 
 
 
3.4 Multi-Project Management & Program Management 
The concept of Multi-Project Management had been gaining importance past few decades. But 
there is still misunderstanding of the theory and not clear definition of it.  
Adler et al [15] remarked that most managers consider multi-project management simply as 
the management of a number of individual projects that are under control of one individual, 
rather than as a complex operation with a given capacity and workload.  They suggest 
Management By Projects which is the integration, prioritization and continuous control of 
multiple projects and operation schedules in an enterprise-wide operation environment. 
Various approaches for multi-project management and planning had been explained by several 
authors. Pennypacker [16] emphasizes that there still exists a difference between multi-project 
management and portfolio management. The former is geared toward operational and tactical 
decisions on capacity, allocation and scheduling and is the responsibility of project or resource 
manager. On the other hand, Portfolio Management is more focused and concerned with 
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project selection and prioritization by executive and senior management, with a focus on 
medium and long term strategic decisions. 
Wysocki et al [17] distinguishes multi-project management from Program Management: 
Program Management is a special case of multi-project management that has a single goal or 
purpose, whereas multi-project management generally treats the case of multiple independent 
goals. A program can be considered as a family of related projects. 
 
Hendriks et al [18] defines program management as the process of managing multiple 
interdependent projects that lead towards an improvement in an organization's performance.  
Projects deliver outputs and Programs create outcomes. Program management is concerned 
with doing the right projects, project management is about doing projects right.   A project is 
different from program in: 
Ł A project is unique and is of definite duration. A program is ongoing and 
implemented within a business to consistently achieve certain results for the 
business. A project is designed to deliver an output or deliverable and its success 
will be in terms of delivering the planned output within time and cost constraints. 
Ł Program Management will include management of projects which, together, 
improve the performance of the organization. A Program's success will be measured 
in terms of benefits. 
Ł Benefits are the measures of improvement of an organization and might include 
increased income, increased profits, decreased costs, reduced wastage, 
environmental damage, or more satisfied customers. In central or local government 
organizations benefits might include providing a better service to the community. 
According to this definition, program management can be considered as a subset of Multi-
project management since Multi-Project management is a complex coordination of several 
projects with or different objectives and the final goal of Multi-project management is to have 
synergy of the multiple projects and achieve macro level benefits. 
In order to define multi-project environment framework and positioning framework, we will 
be using Payne J.H [4]s five Cs and Hans [5]s definitions (Variability and Complexity). 
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Payne J.H [4] defined multi-project environment with five Cs: Capacity, Complexity, Conflict, 
Commitment and Context. Complexity is the key environment which distinguishes Multi-
Project from single project environment. 
 Capacity: Capacity relates to the organizations ability to assign necessary resources 
to various projects (multiple projects). Capacity is not only related to number of resources but 
the balancing of existing resources. Most of the companies cannot afford to have extra 
headcounts or resources without doing actual work. On the other hand, the organizations are 
not willing to miss any new opportunities or projects that bring revenues and profits. This 
conflictive situation leads to periods of under-capacity or lack of resources. These resource or 
capacity issues can be solved using different approaches: overtime, seconding of staffs from 
other departments, outsourcing, short-term temporary staff or subcontracting of portions of 
work.  Each of the solutions has its advantages and also disadvantages. The most common 
method used is overtime which has advantage of maintaining knowledge and familiarity with 
the project but working excessive amounts of overtime causes productivity and personal time 
problems. Payne J.H [4] demonstrated that working overtime in prolonged period time could 
increase the turn over of the staffs with high rate of resignation. 
A better method to control Capacity problem is limiting the acceptance of new projects. 
Experience shows that the implementation of a formal project selection process that chooses 
only the most suitable or appropriate projects, which are then completed more successfully, 
strengthen team members confidence which is reflected in productivity and satisfaction and 
therefore the final profits are also getting higher. The project selection method should be 
formal, transparent and systematic. 
It should have sufficient information and inputs from wide range of stakeholders and the 
decision should be taken by altogether among managers who control different resources, under 
the supervision of senior executives.  
It is important to notice that the project selection criteria needs to consider various aspects of 
project including project itself, the client, the contractor and other commercial and non-
commercial issues. The process also must question whether the project will contribute or not 
to the organizations business objectives.  
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 Conflict: The most common conflicts in multi-project environment are the balance of 
power or authority and communication between project managers and functional managers. 
Payne J.H [4] identified three different categories of conflicts: people issues, system issues 
and organizational issues. 
1. People issues: In multi-project environment the conflict is caused due to 
unstable relationships. In order to stabilize the relationship and environment, 
its important to assign long term tasks to the project members, otherwise 
there is a negative impact on the project due to long learning curve of new 
staff and also longer integration time of new staff into existing team. But 
the rivalry between functional managers and project managers could 
represent hurdle to long term assignment. 
2. System issues: the system issues are often related with the priority structure 
and the work scheduling process. In multi-project environment, different 
project managers are fighting against limited common resources, each 
project manager wants to have the most appropriate resource for the project 
and therefore the priority establishment and work scheduling are necessary 
and urged. In order to set priority to projects, it is necessary to have certain 
criteria. Robert G. Cooper, Scott Edgett and Elko Kleinschmidt [11] 
suggest five different areas to be considered before assign priority to 
projects. 
i. Profitability 
ii. Availability of technical resources and commercial strength 
iii. Revenue versus development and implementation cost 
iv. Alignment with Organizations strategic plan 
v. Confidence in the project (cost, revenue and schedule) 
The prioritization of projects is necessary and will bring positive results but 
it should be recognized that there are some negative secondary impacts. 
One problem is that the prioritization will make more complex the resource 
allocation and it will cause extra work load for top management. Another 
problem is that some projects will not communicate properly to head office 
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the complete status of projects since they are afraid of getting a lower 
priority. This could jeopardize individual risk management and overall 
program management of the organization. 
3. Organizational issues: As we described in section 3-3, there are different 
ways of managing projects inside of an organization. Most of the 
organizations use matrix form for multi-project environment and as it had 
been described before, there are different structures within matrix type 
(balanced, weak, strong) and if the organization applies different matrix 
types to multiple projects, it is inevitable to face conflicts and confusions 
among the project team members. The matrix form is meant to be efficient 
for resource allocation but if different types of project cultures are imposed, 
it will impede the establishment of specific project goals and cultures. 
 
Commitment: Commitment relates to the commitment made by the parties working 
on or involved, providing resources to the individual project. It is very common practice that 
the size of the project determines its perceived importance and the commitment is also related 
to the perceived importance. This kind of size focus approach can be in conflict when the 
multi-project goal is based on organizational objectives especially for small size projects with 
great strategic importance to the organization. 
The resource providers or functional managers need to be convinced both the level of 
commitment and the type of commitment as well. For the project team members, the aim 
should not be to work longer hours but to work more efficiently. Payne [4] described that the 
importance of enjoyment or interest in the work creates dramatic changes and the general 
environment and the future after project job security also affects the commitment to finish the 
project. 
 
Context: Context relates to the factors surrounding the project such as culture, 
procedure and norms of behaviors of groups. Context can also be analyzed from the point of 
view of people issues, system issues and organizational issues. 
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A multi-project environment does not provide any stable environment since various managers 
and people are formed for a single project and multi culture is one of the constant changes. 
The multitude of different projects with different environments also creates a multitude 
cultures depending on the project size, context and scope.  System issues include the existence 
of formal system, acceptance of a project selection process and approval of process.  Priority 
assignment methods for projects and tasks also set the scene. The accuracy of the records and 
the appropriate level of details of priority also change the context.  For multi-project 
environment context a well structured and predefined communication and compensation 
system are required and those systems should be detailed enough to take all aspects of multi-
project context into account but at the same time not too complicate for execution and 
maintenance. 
 
Complexity: Complexity is related to the multiple interfaces between projects, 
between the projects and the organizations and finally among other interested parties. It is also 
related to the controls used by management and the degree of integration required for multiple 
projects running simultaneously. 
The complexity is dependent on the amount of integration among different projects and also 
depending on the differences among projects. 
1. Interface: One of the main causes of complexity in a multi-project environment is 
the reality of having not only internal project interface but also external interfaces 
with other projects. In multi-project environment, different projects are interfacing 
to each other directly or indirectly (e.g. through common resource provider (or 
functional managers) projects are interfaced indirectly). The resource dependency 
is a limitation for multi-project since projects need to be executed with strict 
schedule therefore not be able to adapt schedule changes properly. Payne JH [4] 
suggests that it is possible to limit the complexity of the integration by selecting the 
degree of integration. Large integrated plans become too cumbersome. Only 
those common elements of projects need to be integrated. This usually means 
resources. It is recommended that organizations limit the integration to those 
elements using common resources. 
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2. Differences between projects: It is common to find that in multi-project portfolio 
there are significant differences regarding size, required skills and urgency between 
projects.  Difference of Size is applicable when there are multiple projects 
undergoing and the larger projects are not big enough to be considered stand alone 
and need to be treated together with the rest of the projects. This implicates that the 
projects must still share resources and at the same time there are problems of 
control systems. Control systems which are suitable or designed for large size 
projects may be too detailed and complicated for the smaller size projects. On the 
other hand, system designed mainly for small scale projects may not provide 
sufficient information and procedures for effective control of larger projects.   
Skill requirement is also changing, this means that there are large differences 
between the skills used on projects today compared to the smaller differences in 
earlier times. This is due to specialization of skills and also due to new advanced 
technologies. As the new advanced technologies are introduced, the variety of 
skills involved becomes greater and this in particular caused inconvenience to 
smaller projects. The smaller team will not have sufficient specialized skills to 
cover unforeseen resource problems.  
Other studies such as Payne & Turner [16] demonstrated that projects become 
more efficient if control and procedures are customized to multiple types of 
projects rather than using one general project management model for all projects.  
Payne & Turner [16] pointed that it is possible to keep the advantages of using 
standard control and procedural models by using a consistent approach at the 
strategic level while being flexible and allowing diversities at tactical level. This 
level classification can be interpreted that it is necessary to form a sub-project 
group putting together those projects with same characteristics while maintaining 
the overall company procedures and polices. The challenge of the level based 
approach is that sometimes dividing the control and procedures in too many sub 
groups of projects will increase the administrative time and also increase the 
complexity of control for middle management, therefore it is critical to have 
concrete and clear criteria of how to diversify the low level projects. 
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3.5 Multi-Project Management and Resources 
The interrelationship issues between organization individuals and projects were recognized by 
Van der Merwe [17] who suggested a solution of coordinating activities in a matrix-based 
structure. In matrix type organizations, people with similar skills are formed for work 
assignments. Project managers expectation is that all team members work together to 
complete the project but functional manager or line managers may have different priorities and 
objectives compare to project managers. The matrix organization attempts to combine the 
advantages of functional structures with product or project oriented forms so as to create 
synergism by a shared responsibility between project and functional management (Hendrix & 
Voeten [18]). 
The conflicts will develop when there are different or incompatible objectives exist between 
project managers and functional managers. The different objectives are originated because 
functional managers focus on long-term effectiveness while project managers concentrate on 
more immediate accomplishments. Normally, project managers look for appropriate number 
of resources to meet any unexpected situation by expanding capacities using internal resources 
or contracting resources from external suppliers. On the other hand functional managers are 
more conservative to increase staffs and assets for project purpose only and also they are 
negative to outsource work because of possible underemployment of companys personnel.  A 
multi-project environment makes even more complicate this situation when different project 
managers compete against each other to appropriate the scarce resources. If several projects 
are running simultaneously, the resource capacities to satisfy one project may impede to 
allocate them to other projects reducing overall organization success. As a result, there will be 
intense hidden conflicts among project managers to obtain necessary resources from 
functional departments. Under this condition, optimizing resource allocation is not an easy 
task due to different priorities of project activities, schedule and the nature of projects that 
might be compromised by contract (penalties and liabilities due to delay of project milestone 
completion). 
Even the above mentioned conflicts and scholarly critiques highlighting a potential issues 
because of divergent managerial interests, the matrix structure has been preserved (Kuprenas 
JA [20]). A sample of high technology firms in America revealed that 69% of them still use 
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this type of structure and 71% of 540 development projects reported by PMI (Project 
Management Institute) is based on matrix organization.  
The search for an optimal matrix structure to resolve managerial conflicts seems to be difficult. 
According to Zohar Laslo et al [21], some research studies found that a balanced matrix 
structure was the best solution while another research study ascertained the opposite, that an 
equal balance of power in a matrix led to conflict escalation and other researches considered a 
projectized matrix form to be best for achieving successful performance.  
Many researches and studies analyzed and seek for best organization structure for multi-
project environment, however none of the possible matrix forms proved to be clearly more 
successful. Some authors such as Pinto JK and Kharbanda [22] suggested that the only way to 
accept matrix structure as the standard format for multi-project environment is to be through 
the development of various conflict resolution mechanisms such as compromise, 
accommodaiton, escalation, avoidance, collaboration or social relationships. 
 
3.6 Chapter Summary 
In this chapter the basic concept of Project Management and definition of project, program, 
multi-project and portfolio management was described. 
Project management has the triple constraints: time, cost and scope, and the goal of project 
management is to complete the project within time, cost and satisfying customers. 
There are mainly three types of project organization: functional, matrix and projectized. 
Matrix organization also can be divided into three subsets: weak matrix, balanced matrix and 
strong matrix. The main differences among organizations are the authority of project manager, 
relationship between functional managers and project managers and also resource 
management. 
Finally, multi-project management was defined as well as comparison to other high level 
management such as program management and portfolio management. 
Multi-project management environment was described based on five Cs: complexity, conflict, 
commitment, context, and complexity. 
Multi-project management environment faces more complex and difficult resource 
management compared to single project management environment and these kinds of conflicts 
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need to be solved by developing various mechanisms: compromise, escalation, collaboration, 
social relationship, etc. 
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4. Case Study: Project Management at Rockwell Automation 
Southeast Asia Pte Ltd 
 
____________________________________________________________________________ 
 
This chapter contains the background of the company and its organizational structure. The 
chapter also describes the issues of the project management and existing project management 
tools and policies.  
____________________________________________________________________________ 
 
 
4.1 Company 
Rockwell Automation is a leading Global Industrial Automation Manufacturing Organization 
with more than 21,000 employees worldwide. The company is a provider of industrial 
automation, control and information products and services. The company has operations in 
more than 80 countries and has partner network of more than 5,600 regional and global 
specialists in distribution, system integration and product support (Rockwell Automation 
Annual Report [23]). 
Its Head Quarter is based in the United States and the organization is divided geographically 
by four regions: US & Canada, Latin America (LA), Europe and Middle East Asia (EMEA) 
and Asia Pacific (AP) regions.  
The company operates through two main business segments: architecture and software (A&S)  
and control products and solutions (CPS). 
The Architecture and Software segment contains all the elements of integrated control and 
information architecture capable of connecting the customers entire manufacturing enterprise.  
Basically, Architecture and software division covers the most of the core industrial products 
including hardware and software. Architecture and softwares products include control 
platforms, software, I/O devices, communication networks, high performance rotary and linear 
motion control systems, electronic operator interface devices, condition based monitoring 
systems, sensors, industrial computers and machine safety components. The segments major 
markets are food and beverage, automotive, water/wastewater, oil and gas and home and 
personal care (www.rockwellautomation.com). 
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The control products and solutions (CPS) segment combines a portfolio of intelligent motor 
control with the customer support and project implementation. Its portfolio includes low 
voltage and medium voltage electro-mechanical and electronic motor starters, motor and 
circuit protection devices, AC/DC variable frequency drives, contactors, push buttons, 
signaling devices, termination and protection devices, relays and timers and condition sensors. 
It also includes Value-added packaged solutions and automation and information solutions 
that normally known as Integrated Projects. The major markets served by the segment include 
food and beverage, automotive, oil and gas, mining, metal, pulp & paper and home & personal 
care. 
The below diagram shows general company structure: 
 
 
CEO
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[Figure 4-1] Organization Chart 
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4.2 Rockwell Automation in Southeast Asia  
Rockwell Automation Southeast Asia Region is comprised by five countries: Singapore, 
Malaysia, Thailand, Indonesia and Philippines. Its regional headquarter is located at Singapore 
and more than 150 employees are working in the region. 
The main industries served in this region are semiconductor industry, Infrastructure, Power & 
Water, Oil & Gas, Life Science and Consumer packaged goods among other industries. 
As a subsidiary of the company, Rockwell Automation Southeast Asia (RA SEA) follows the 
U.S headquarter organization structure and policies.  
RA SEA organization chart is shown below: 
 
Regional Director
A&S ProductServices and 
Solutions
Finance & 
Logistic
HRSales Marketing Industry Team
Program Manager
Business 
development
Project Lead
Project Engineer
Project Engineer
Project Engineer
Project Engineer
Project Engineer
Project Engineer
Project Engineer
Project Engineer
Project Engineer
Project 
Administrator
 
[Figure 4-2]  RA SEA Organization Chart 
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4.3 Project Management Excellence (PME) Program and Integrated Project 
Management (iPM)  
The company defined Employee success model based on companys vision. The Employee 
Success Competency Model consists of a variety of competencies found to be essential for 
companys competitiveness.  
 
[Figure 4.3] Competency Model 
 
Project Management expertise is explicit in the model and is defined as a competency in the 
Functional category.  In addition to the broadly based Employee Success Competency Model, 
each functional area drills down to the highly specific competencies required for individual 
roles and responsibilities.  Project Management has a unique set of competencies that applies 
to the employees within the area and will be included in an employee's personal profile of 
competency requirements. 
In recognition of the importance of improving Project Management competency within project 
execution businesses, an integrated development program, Project Management Excellence 
(PME), has been developed.  The main purpose of Project Management Excellence is that it 
will help to achieve goals and improve performance as well. 
The title PM Excellence is because the goal is to achieve, and be recognized for providing 
excellence in Project Management capability globally.  Project Management Excellence 
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program goes beyond training and it includes mentoring and professional development 
opportunities such as a plan for professional certification in Project Management.  Project 
Management Excellence and the associated Competency Profile serve as a project managers 
roadmap for development inside of the company. 
The Project Management Excellence Program also represents a commitment to developing 
and maintaining a world class project management organization through a high quality of 
training and development program.   The Project Management Excellence Program has been 
developed with the following key objectives: 
Ł Enhance project management skills.  
Ł Provide one standardized and consistent global program which eliminates 
duplication of efforts. 
Ł Provide a curriculum that will prepare project managers for professional 
certifications and credits toward a master certificate. 
Ł Leverage existing project management methodologies, tools, and training. 
Ł Provide most project management training from external expert sources using 
industry standard topics and terminology.  Select external vendor(s) that have global 
delivery capability in addition to e-Learning delivery. 
Ł Develop a structure consistent with overall Companys project management efforts. 
One of the key points of Project Management Excellence program is that the company is 
recognizing the importance of solution delivery (Project delivery) besides the traditional 
product selling policies. It is also important to notice that the company is developing the new 
standards and policies based on market standard such as Project Management Institute which 
is an independent worldwide recognized Project Management Organization. 
In order to meet the objectives regarding standardization, consistency, common terminology, 
leveraging external vendors, and obtaining professional certifications a single Project 
Management Standard is needed to be adopted.  The Project Management Institute (PMI) 
Guide to the Project Management Body of Knowledge (PMBOK) has been adopted as 
companys global standard and the basis for the core project management training.  
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After several decades of executing projects, in order to move to higher level of project 
management maturity, a singular methodology had been implemented inside of the company.  
 iPM, stands for Integrated Project Management, is a scalable methodology for project 
management that integrates many key aspects of project management and companys business, 
including: 
- Alignment with PMI (Project Management Institute)s processes (the de-facto 
standard for project management in the industry) 
- Integration and interface with companys ERP system 
- Alignment with companys ultimate goal 
iPM is a Project Management Process, with a documented Project Management Standard, 
incorporated with company business practices and systems into a unified Project Management 
approach to achieve more consistent, predictable results.   
This standard has been imposed to world wide offices as a mandate for all project teams. 
 
The company uses IFS (www.ifsworld.com) for Project division as ERP system. The company 
is in process of migrating companys general ERP to SAP (www.sap.com) but meanwhile it 
has been decided to use IFS for only project division until the overall migration to SAP system 
is completed in order to not affect worldwide project divisions business.  
IFS Applications provide a single source solution for companys business needs from design 
and planning to project management and implementation, the IFS Applications system will 
serve as companys foundation business application. 
  
  
4.4 Current Issues and Analysis of Rockwell Automation Southeast Asia Project 
Division  
Historically, Rockwell Automation Southeast Asia project division (S&S) used to handle 
multiple small scale projects. As it is shown in Figure 4-2 under one project leader (or 
equivalent to Functional Manager) each project engineer used to manage its own individual 
projects in standalone. If some extra help was required, each Project engineer outsourced 
small number of resources from subcontractors. We can call this type of organization as Cell 
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type Organization.  For past few years the company has been expanding its role in project 
management and also receiving mid size and large size long term projects rather than small 
size projects, therefore the current organizational structure has limitations and issues to adapt 
new market demands and challenges. 
  
 
4.4.1 Resource Balancing  
 
The project division is one of the Companys Strategic Business Units (SBU) and unlikely 
other Dedicate Project Oriented companies, the project division still needs to follow general 
company policies and standards. One of the constraints of this is that the company (therefore 
Project Business Unit) resource balancing is based on financial planning and measurement 
(e.g. utilization, individual productivity rate, overhead burden rate, etc) and not balanced by 
project planning or forecast. In multi-project management, several projects may start 
simultaneously and the projects will be delayed if adequate resources and people are not 
available. In order to avoid delays and honor its commitment, external resources, such as 
subcontractor,  or other internal resources (from other division or even from other countries) 
were borrowed to fulfill the necessity and this causes unplanned additional cost to the projects. 
If Rockwell Automation Southeast Asia is planning to expand its project scope and also 
control them in a more structured way, it will be necessary to have a coordinated resource 
schedule at higher level. A role of program manager will be required to schedule resources for 
multiple projects. 
 
 
4.4.2 Prioritization of Projects  
 
Currently the company has project selection process called ORB (Opportunity Review 
Board) which consists of multiple managers assessing project opportunities to make Go/Kill 
decision. The main purpose of ORB is to decide whether the opportunity is worth to invest 
time before preparing proposal for bidding. Some opportunities are not aligned to companys 
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goal and some of them have very little chance to win depending on the customer relationship 
or the nature of project or technological knowledge or the level of risk involved. This project 
pre-selection process is applicable only for those projects considered as large size and long 
term duration projects, however for small size or mid size projects, there is no clear written 
policies about the selection criteria.  
In multi-project environment, due to limited resources covering multiple projects, its critical 
to prioritize each project and if necessary, terminate or kill some of the not healthy projects 
to re-allocate resources properly. The question is who will decide and prioritize the projects 
and what is the fundamental criteria for the prioritization. At the moment Rockwell 
Automation Southeast Asia does not have any policies and it will be required before resource 
allocation becomes a big hurdle affecting overall project delivery. 
 
 
4.4.3 Too many Small Projects  
 
For small and mid size projects, normally the sales team along with Functional manager 
decide to Go/Kill opportunities without clear vision and strategy. Sometimes the priority of 
sales team is to get as many projects as possible to meet their financial target but this type of 
unfiltered projects causes Resource issues as well as degradation of the overall project 
performance. Like other multi-national companies, Rockwell Automation Southeast needs to 
meet the forecasted short term results therefore it is natural to plan and prepare to short term 
projects. However for long term benefits and sustainability, it will be necessary to balance 
different size of projects and the company will need to invest time for long term plan of 
project division. 
 
 
4.4.4 Human Resource Management (HRM)  
 
From nine knowledge of PMBOK (see chapter 3.1) some areas are heavily related to Multi-
Project management environment. One of them is Human Resource Management. 
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There are several features of multi-project environment that require new and different Human 
Resource Management (HRM) practices than those shaped by typical large organizations: 
- Temporary work processes: Project organizations use temporary organizations to 
perform work. Every time a new project or program starts or old projects finish, the 
HR configuration is different. Especially if Rockwell Automation Southeast Asia 
project division is aiming to handle large size projects, it will require separate or 
specific HRM to project division. Currently there is no project specific HR policies 
or HRM however, if Rockwell Automation Southeast Asia project division is 
planning to take larger size project and also true multi-project environment, it will 
be necessary to create new HRM practices like assigning personnel to projects, 
assessing, developing and rewarding their work on projects, dispersing them on 
project completion and finally matching project assignment to individual career 
path. 
- Dynamic Work environment: Due to the nature of project organization, especially 
for short to mid term projects (3 to 6 months), the dynamic work boundaries and 
context are created and its environment can influence the motivation and stress of 
project workers and can create especial attention from company to relieve the stress. 
In multi-project environment this situation is aggravated since project team 
members belong to and work in several projects at the same time it becomes 
unstable the working relationship among members. In fact there had been several 
cases in Rockwell Automation Southeast Asia that some of the new project 
engineers could not last more than one year and this is due to lack of close HRM 
by project managers as well as by the company. The company needs HRM 
practices to assign people to several projects or programs to smooth the demands 
between projects.  
- Uncertainty of future work assignment: Temporary projects bring a degree of 
uncertainty for employees who cannot be sure what kind of new projects they will 
be assigned to, the location of those projects, and the team members they will work 
with. This situation applies to both long term and short term projects even there are 
different uncertainties. From an organizational and managerial perspective, the 
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failure to address the role conflict of project work can cause job dissatisfaction and 
in extreme cases physical and psychological withdrawal and voluntary turnover. 
The Project Manager and Functional Manager need to address this issue to HR and 
also at the same time to plan properly individual career path that the 
communication is the main key factor to improve individual self-confidence and 
satisfaction. It is advisable to communicate regularly to all project team members 
how the organization business is going and also what the future projects are 
waiting for them. 
The HRM practices need to be aligned [31, 32]: 
- vertically with the choice to be project based ways of working 
- horizontally so that HRM practices adopted in projects and programs are mutually 
consistent with and supportive of practices adopted in the line 
- vertically with the organizational context and policy 
For large organizations like Rockwell Automation Southeast Asia are not very good at dealing 
with HR problems, because it is often threat to financial profitability or because to deal with 
the problem effectively, it requires an extra resource management system. 
The HRM is a sensitive issue inside of the company (Rockwell Automation Southeast Asia) 
since the general policy of the company is to have a common and same policy applying to all 
employees regardless of working division or roles. Another reason is that if one country or one 
region allows an exception and implements a specific policy, it will leave a precedence which 
can be challenged by other regions, therefore any HRM practice modification requires 
company headquarter HR approval and normally the cycle time of policy change takes a long 
time. The best way of implementing project specific HRM practices is to escalate higher level 
of management and takes top down approach. 
 
 
4.4.5 Communication Management: Project Leadership in Multi-Project environment  
 
Not like a single project environment where one project manager works with fixed project 
team members, in multi-project environment the project managers need to enhance their 
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communication abilities cross project members (members comprised of different projects) and 
demonstrate dual roles of leadership: management of project and leadership of people.  
Typically management deals with planning, budgeting, controlling and monitoring actual work. 
In contrast, leadership refers to a process of directing, mentoring, visioning and motivating 
including development of individual careers. The relationship between these two roles is under 
debate and there is no clear boundary that to what extent the project manager should be 
responsible for. In Rockwell Automation Southeast Asia, based on current organization 
structure, the two roles are separated between Functional manager who takes the responsibility 
of leadership and project manager who is mainly focused on management of project. In multi-
project environment with mixture of large size project and multiple small projects, it is 
recommendable to balance between management and leadership roles and assign to project 
managers. Project managers need to take internal management as well as internal leadership 
role. Internal management refers to planning activities of internal issues such as Project 
management using planning tools and techniques. On the other hand internal leadership means 
leadership activities inside of project (team integration, mentoring and motivation). There are 
complementary management and leadership which are external management and external 
leadership. In multi-project management, Program Managers role is also expanding and he 
should be responsible for external management which refers to project portfolio planning, 
cross project resource planning, project re-definition (Hold, Go, Kill) and project termination. 
The other part of role, external leadership, refers to the leadership of unplanned and informal 
activities outside of project such as networking, lobbying, resource conflict resolution and 
political activities.   
 
 
 
4.4.6 Benefit Management: New role of Program Manager  
 
Benefit management is the definition and formalization of the expected benefits a program is 
intended to deliver [27]. If Rockwell Automation Southeast Asia intends to form true multi-
project environment and expands the business units, the role of Program Manager and its 
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responsibilities need to be focused on business management rather than managing several 
critical projects. Some of the key actions of Benefit management are [27]: 
- Assess the value and organization impact on the program (or multi-project). 
- Identify the interdependencies of benefits being delivered among various projects. 
- Analyze the potential impact of planned program changes on benefit outcome. 
Benefits can be tangible or intangible. Tangible benefits are quantifiable and normally related 
to financial objectives. Intangible benefits are less easily quantifiable (e.g. improved project 
team moral or increased customer satisfaction) but most of the intangible benefits will 
contribute to tangible benefits ultimately. When the companys project division makes plans 
for strategy and project portfolio selection, the Program Manager needs to participate to assess 
benefits and also to define resources for multi-projects. 
 
 
As we described in Chapter 3.4 (Multi-Project Management and Program Management) we 
will be referring back to Payne JK [4]s five Cs framework for Rockwell Automation 
Southeast Asia project division. 
 
 
4.4.7 Capacity issues in Rockwell Automation Southeast Asia  
 
Nowadays, most of the multi-national companies are governed by financial results and like 
other companies, Rockwell Automation Southeast Asia has resource limitation due to the 
same reason. Especially for multi-project environment, during peak demanding activities (e.g. 
commissioning or startup of system) the insufficient amount of resources causes schedule 
delay and provokes conflict between Functional managers and project managers as well as 
among different project managers. Most of the time the company demands overtime to project 
members or outsource the required resources but both methods bring secondary consequences. 
The first option will cause extra workload and the productivity of individuals will decrease 
and the latter case will make original schedule delayed since it takes additional time for 
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adapting to the project. The best way to control Capacity problem is limiting the acceptance of 
additional new projects, but this solution is not always feasible due to several factors: 
- The relationship with existing (or loyal) customers: In Southeast Asia, the 
interpersonal relationship is important for business so if an existing customer 
requests to do project together, from the sales point of view, it is difficult to reject 
the offer even teams capacity is over flown. 
- Future opportunity: Even the project team is fully utilized, sometimes it is 
necessary to take further new project if it is aligned with companys goal and also 
has the possibility of opening new business opportunities in near future.  
- Short term financial results: As it had been highlighted several times in this paper, 
for large scale or long duration projects, its difficult to recognize the shipment or 
completion of the projects until the end of delivery due to Sarbanes Oxley 
regulation. Meanwhile the company still needs to meet its forecasted results 
periodically therefore company needs to look for short term, fast tracking projects. 
Most of the factors are coming from top management decisions and there is no easy or clear 
answer to minimize capacity overload problems at the same time following companys general 
direction. One way to reduce capacity overload is by building external buffers through long 
term relationship with external partners who can provide extra resources to the company. 
 
 
4.4.8 Commitment and Conflict issues in Rockwell Automation Southeast Asia  
 
Based on current organization structure, the functional manager or group leader is the 
centralized authority of all the projects. However for individual project, each project leader or 
project manager is fighting each other in order to get appropriate resources and this conflict is 
always escalated to upper level. Another issue is project members commitment that when the 
project is closing or finalizing there is uncertainty of job security for the members. 
The resource conflict could be controlled through prioritization of projects as described before 
or also by forming different organization structure: 
 
MBA Management Project         2009 
 
 
 
 
PAGE 46 
 
 
 
[Figure 4-4] Organization structure with Dedicated and Shared Resources 
 
Each project team will be constituted by two types of resources: dedicated members and 
shared members. The dedicated members will be working as a team together for various 
projects and shared resources will be added into each team based on the necessity of projects. 
Using the above structure, each project team will always have limited number of dedicated 
resources (or principal members) and during peak workload periods, they can acquire more 
resources from Shared Resource Pool. Usually the dedicated members should be senior staff 
and new or junior people would be forming Shared Resource Pool staff. The benefits of this 
structure is that inexperienced resources can learn and participate into different projects 
gaining more experiences since they will be assigned to multiple projects based upon project 
schedule. The dedicated members could execute projects easily without compromising burden 
resources when they do not need them and also team work among dedicated team members 
will improve since they will be working in the same team for a long period. 
  
 
4.4.9 Context issues in Rockwell Automation Southeast Asia  
 
Rockwell Automation Southeast Asia is comprised of five different countries and also 
numerous migrants from India and China to the region. It is not surprising to have multi 
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culture race in a single project, for example in some cases of a mid size project, there were 
more than six different nationality members working together. In multi-project environment 
these scenarios are observed more frequently and due to historical backgrounds of the region, 
cultural conflicts are minimum even it takes slow momentum at the beginning of the project. If 
the organization structure is similar to the one in Figure 4-4 (dedicated teams) the initial 
momentum will be improved since the core members will be same regardless of projects. 
On the other hand, the system context issues such as project selection criteria, project 
prioritization process and communication method among multiple projects are not properly 
established. The system context issues require high level management involvement including 
program manager, functional manager as well as Project review board. 
 
 
4.4.10 Complexity issues in Rockwell Automation Southeast Asia  
 
At the moment, 90% of the projects are considered as small to medium size projects in terms 
of project duration, number of resource required and project revenue. The company is 
encouraging to take larger scale projects that may require different type of project team 
structure. If the past model of project organization was small multi-project structure, now the 
new model should be hybrid multi-project model which includes all different sizes of projects. 
The new project environment becomes more complex for resource management, project 
selection procedure and also for reporting structure. This is more high level goal and Rockwell 
Automation Southeast Asia is in transition of becoming Hybrid Multi-Project organization. 
This can be considered an evolution of project division inside of the company and it will 
require a complete new structure to cope with the complexity of the multi-projects and also to 
have sufficient flexibility to handle different sizes of projects. 
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4.4.11 New Project Organization model for Rockwell Automation Southeast Asia  
 
Based on all the issues described in this chapter and also considering different theories and 
analysis of multi-project management, the following organization structure model could be 
implemented to align with companys goal and vision. 
 
Regional Director
A&S ProductServices and 
Solutions
Finance & 
Logistic
HRSales Marketing Industry Team
Program Manager
Business 
development
Functional 
Manager
L-Project Engineer
L-Project Engineer
L-Project Engineer
A- Project LeadL-Project Manager
A- Project Engineer
Project 
Administrator
A- Project Engineer
B- Project Lead
B- Project Engineer
B- Project Engineer
C- Project Lead
C- Project Engineer
C- Project Engineer
Common Resources (Shared)
Project Engineer
Project Engineer
Project Engineer
Project Engineer
External Resources
 
[Figure 4-5] New Project Organization Model 
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The new model has two principal managements: Functional Manager and Program Manager. 
The main roles of Functional Manager are: 
- Project Sales. 
- Department Management. 
- Human Resource Management. 
- General Business Management. 
The main roles of Program Manager are: 
- Resource Allocation Management. 
- Overall Project Planning. 
- Project Strategy Management. 
- Final decision Making for all project related matters (budget, resource, costing, 
margin, etc). 
 Basically, Functional manager is responsible for back office activities and administrative 
support for projects, meanwhile Program Manager is responsible for overall projects and also 
for development of strategies for project businesses inside of the company. 
Clearly dividing and defining roles and responsibilities of two main management of division 
will help to avoid conflicts of authorities and also demonstrate transparent reporting structure 
to the rest of the team members. 
 
The new model has four main components or groups: 
- Large size dedicated project group: this group is comprised of one dedicated 
project manager (L-Project Manager) and several dedicated project engineers (L-
Project Engineer).  The team members should be same for a long period of time 
and the company should be able to maintain this team even there is no earned large 
size project for a short period of time.  The reasons for the existence of this group 
is because the project business needs to increase its capacity and its size 
(companys strategy and goal) therefore larger size projects shall be taken more 
frequently and it is necessary to have an appropriate structure of project team to 
handle large scale projects. Using the conventional cell type structure, it is 
impossible to manage large size projects therefore a formal structure is required.  
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- Small-Medium size project groups:  For multiple small size projects, the existing 
models are still valid. The figure 4-5 shows three small project groups (A, B and C) 
but the number of group should be determined by the necessity of the business. The 
small-medium size project groups have one project leader (A-Project Lead, B-
Project Lead, etc) and few project engineers (A-Project Engineer, B-Project 
engineer, respectively) in each group.  The difference between this type of groups 
and the large size group is that because of the nature of the projects, the small-
medium size projects require less authorities and also have less risks compare to 
large size projects therefore it would be sufficient to assign lower level of 
management. Project lead position is normally filled by senior engineer level. 
- Shared Common Resource Group: As we suggested in section 4.4.8 (Commitment 
and Conflict issues in Rockwell Automation Southeast Asia) in order to balance 
assigned resources to each project and minimize resource conflicts and ultimately 
to improve project deliveries, it is necessary to have a flexible shared common 
resources. This is more cost effective solution compares to have only dedicated 
resources like the conventional model which faces overhead problems when no 
more projects are available during market recession. On the other hand, during 
peak load period of projects, each group can borrow easily extra resources from 
Shared Common Resource Group. 
- External Resource (outsourced partners): Besides above described Shared Common 
Resource group, to solve the capacity issues of the company (see Chapter 4, 
Section 4.4.7) an external resources will be required to provide additional resources 
in case that the share common resource could not cope with demands. The 
company is aiming always a lean organizational structure to minimize cost and also 
improve efficiencies and the involvement of external resources aligns with the 
companys goal.     
 
In summary, the benefits of this organization model is that now the company will be able to 
execute its project related to company strategy and achieve its goal since the project 
organization has formal proper structure and most of the five Cs issues (complexity, conflict, 
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commitment, context, and complexity) are covered providing flexible resource balancing and 
minimizing management conflicts. The human resource issues are also put into consideration 
since the employees will have clear career path from entry level to manger level (from shared 
common resource group to small medium project group and finally to Large project group).  
The new organizational model is also in line with the lean oriented organization philosophy 
which is the common effort that all the departments of company are focusing to build an 
efficient and effective company. 
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5. Conclusion 
____________________________________________________________________________ 
    
This section will summarize the findings of the paper and also will discuss the implication, 
limitation and future research of the topic. 
____________________________________________________________________________ 
 
In this paper, we have discussed different theories of project related management: Project 
management, Program management, Port-folio management and Multi-Project Management.  
Even there is no clear definition and enough information of multi-project management due to 
lack of academic analysis and studies, we tried to segregate different areas of management and 
also to identify the position of multi-project management among other program, project 
management concepts.  
The paper defined multi-project concept combining theoretical framework with practical 
organization structure based on empirical experience within automation market. One of the 
limitations of the paper could be the fact that project management covers a wide range of areas 
but this study is focused on more automation and IT project segments. The author has limited 
knowledge and experience on other industry projects therefore some of the theories and 
analysis might not be relevant for other type of projects. Especially, Rockwell Automation is a 
company who provides products and projects together so the structure and operation could be 
different from those companies who provide projects or products only (e.g. finance and IT 
consultant companies, heavy industry ship builders, etc).  
The author explained some of the human resource issues due to multi-project management and 
it is necessary to emphasize that most of the human resource issues are already existent in 
single project management or program management environments but in case of multi-project 
management environment, the situation becomes more complex and also the combination of 
issues produces other new problems. It will be worth to analyze in depth the human resource 
issues in different project, program environment and establish relationships among them and 
analyze how those issues evolve in multi-project environment suggesting some guide lines to 
diminish human resource issues in multi-project. Once this study is complete, it might affect 
the company organization structure and policies. The New Organization Model of figure 4-5 
considered some of the human resource issues described earlier this paper, however it is 
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obvious that we did not identify and analyze the complete range of human resource issues 
since the intention of the paper is to propose a multi-project management organization 
structure considering all different parts of management at macro level and not focusing on any 
special area of organization. 
The success of the new project organization model can be depending on several factors: 
- Company culture: Whether the company will be able to invest or not to establish 
formal structure and also is willing to maintain the structure for a sufficient time 
period before the model returns its expected benefits. 
- Find proper external resources or partners to be part of the model and how to 
ensure the availability of resources when the company needs them during peak 
demand period and how to maintain the resources when there is minimum demand. 
- How many small-medium size project teams are required without affecting 
companys overhead limit and at the same time not affecting project execution. 
There is no immediate answers for above matters form academic point of view, and the only 
way to make the model work is adjusting and adapting the new model to the companys 
necessities and also reacting properly against external factors such as market practice, global 
economy, competitors position, etc and this will be remaining for further investigation. 
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